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December 17* 1945 

MEMORANDUM for the Intelligence Ad vl s ox*y Board 

'SUBJECT? Proposed Plan for Research and Intelligence Offices 

Introduction 

*«■*%—’* i i- t ^ M ' Tm iMi ' x aii - > li t**" ‘ r”Xs 

Pursuant to a directive of October 1, 1945, from 
the Under Secretary, an Intelligence Advisory Board was 
established to advise the Special Assistant for Research 
and Intelligence (5A~»McC) as to (1) which parts of the 
former OSS transferred to the Department of State (the 
Interim Research and Intelligence Service, hereafter 
referred to as IRIS) should be retained beyond January 1, 

1946,, and (2) v/hich organisations within the present 
structure of the Department of State engaging In intelli- 
gence activities should be transferred to the new intelli- 
jQnce offices prior to January \ 1946 „ The Special Assist- 
ant was further directed to consolidate the IRIS units to 
be retained and the other units of the Department of State 
participating in Intelligence activities so that, by 
January 1 B 1946, all Intelligence activities within the 
Department would be under the jurisdiction of the Special 
Assistant for Research and Intelligence., 

The Advisory Board met on October 19, 1945 c 
After a general discussion of the problem, it was agreed 
that the board could proceed most effectively by consultations 
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'between individual member a and representatives of the SA- 
MeG staff o Such consultations have been held from time to 
time during the past two months, but the preparation of 
detailed recommendations has bean delayed because the SA- 
McC staff has bean engaged In the preparation of a 1946 
Supplemental Budget (necessitated by the Congressional 
rescislon of $2,000,000 of the former OSS budget, needed 
to carry IRIS to June 30, 1946, since restored) and of 
the 1947 Budget, as wall as In solving the numerous admin- 
istrative problems created by the transfer of the former 
OSS units to the Department « At the sug nation of General 
Nelson, of Mr* Russell 11 s staff, a Committee was formed to 
prepare an outline of the planned intelligence organization 
for consideration by the Advisory Board, and later to 
prepare the necessary Departmental Orders for submission 
to Mr. Russell’s office 0 The membership of that committee 
is s 

Sherman Kent (IRIS) Chairman 
George V a Allen (KEA) representing the 
geographic offices 
Amory Ih Bradford (SA-SfcC ) 

Kermit Gordon (CP) representing the 
economic, offices 
John Po Kill© a (SA-McC) 

Just Iunning (IRIS) 

Stanley A < McKay (MS) )repr es anting Departmental 
David II. Scull (MN) } Administration 
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Thia memorandum constitutes the recommendation 
of that Committee to the Intelligence Advisory Board, The 
first three sections which follow have been prepared in a 
form which is believed to fcs appropriate,, after considera- 
tion and revision by the Board, for the recommendations of 
the board to Mr, McCormack© The following subjects are 
covered;: 

lo General considerations applicable to the 
organisation of Intelligence research in 
the Department© 

IX © Summary of pro pea ed transfers of existing 
units of the Department and of IRIS 0 

XIX 0 Outline of planned research and Intelligence 
organisations o 

This memorandum presents a plan for a unified 
organization responsible for the intelligence functions 
of the Department because s 

lo The directive of October 1, 1945 from the 
Under Secretary, pursuant to which the Intelligence 
Advisory Board was established, requires the con- 
solidation of IRIS units and other units within 
the Department engaging In intelligence activities, 
so that, by January 1, 1946, all intelligence 
activities within the Department will b© mi dor the 
jurisdiction of the Special Assistant for Research 
and Intelligence © .• 
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So After October 1* in connection with the 
preparation of a 1946-46' budget for presentation 
to th® House Appropriations Ooasraltfe®®, the question 
of distributing the Intelligence functions among 
til© policy and operating offices -was raised and was 
discussed with the Under Secretary and, the Secretary, 
Th© Under Secretary decided that th© intelligence 
functions should not be dispersed and the Secretary 
approved the plan for presentation of the Budget 
on th© basis of a unified Intelligence organisation 
without modifying that decisions 
Tha advantages of a centralised research organisation ax a o 
outlined in Part I* below » 

Mr« Allen; on behalf of th© Geographical Offices; 


has proposed an al ternative pl&r© set forth, below in Part IT? 
providing for (1) decentralising intelligence research on 
political problems by establishing a research Division In 
each Geographical Office* and {2} retaining in, a. central 
Office of Research Coordination th© functions of research 


coordination and of specialised research on economic ©z 4 
other technical subjects 0 D'hile that plan Is inconsistent 


with the directive under which tha Intelligence Advisory 
Board was established and with th© Secretary* s decision 
referred. . to. above#; It is submitted to the Board for- such 
consideration aa th® Board may deem appropriate© 
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It should be emphasized that there la no disagree- 
ment between the members of this Committee as to the basis 
objective of any form of organization for intelligence 
research In the Department » The objective of any plan must 
be the successful mobilization of all the intelligence 
resources of the Department to meet the needs of its officers 
responsible for policy formulation and for operating dec I.™ 
sionso The difference of opinion as to the desirability 
of a centralised intelligence organization arises only from 
different views as to the best administrative machinery for 
attaining the basic objective 0 
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Proposed routing symbols fox* the research 

■ ■TT i’mwvjiii Bafai MTOi W’T“- uifc» ^ «*.»■ uum: uiiiw T-i^rrn\X vjMntnnijr.'n^ 

an a in telilgenao off 1 c a a » 

Special Assistant Tor Research and Intelligence 
Special Estimates Staff 

national Intelligence Authority Secretariat 

Office of Research' and Intelligence 

Division of Europe, Hear East and 
Africa Intelligence 

Division of USSR Intelligence 

Division of British Consmonwealth Intelligence 

Division of Far East Intelligence 

Division of American Republics Intelligence 

Division of Interregional Intelligence 

Division of Map Intelligence and Cartography 

Office of Intelligence Collection and 
D1 s a e ralna t 1 on 

Division of Intelligence Acquisition and 
Distribution 

Intelligence Reference Division 
.Division of Biographic Intelligence 
Presentation Division 
Outpost Division 
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I General Consi de -trat.^ons _ Applicabl e t o the O rga nization 
of Intelli gence Research in the Pepartment 

a. Scope of I nte lligenc e in the Department . 

The proposed. Offices of Research and Intelligence 


(GRI) and Intelligence Collection and Dissemination (OGD) 
will, as outlined in detail below, have as a basis both 
those parts of the former OSS that were transferred to the 
Department of State (IRIS) and certain units of the Depart- 
ment previously engaged in intelligence activities. They 
will not deal with the United States or its possessions but 
will cover the conditions, activities and policies of for- 
eign states, dominions, colonies and dependent areas and 
their peoples, as wall a & their physical characteristics. 

The operations of the two offices will fall into the general 
area of the social sciences — » notably politics, sociology, 
economics and geography — and their staffs will be construct 
sd accordingly „ 

This typo of operation in the technical language of 
intelligence work is termed positive Intelligence, but it 
should be noted that the OR I and OGD will not be responsible 
for all aspects of positive 'intelligence. Notably they will 
assume no responsibility for research on foreign armed estab- 
lishments or in foreign science and technology. The term 
positi v e i ntelligence is generally used in distinction to : 
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cou nter or security Intelli gence , certain aspects of which 
will be the function of a third office under SA-McC* the 
Office of Security (0S)„ 

1'he combined function of the two positive intelligence 
offices, OPT and OCT) should be the provision of evaluated 
positive information on foreign countries in aid of the formu- 
lation and implementation of foreign policy in the Department 
of State* Such information should be provided at the request 
of officers of the Department or in anticipation of their 
needs in two aspects, (a) factual data most appropriately 
presented for the purpose to be served (memorandum, table, 
map, chart or photograph), (b) reports and studies based 
upon evaluated facts and dealing with conditions, situations, 
issues and events which prevail or occur in foreign areas , 

It cannot be too firmly stated that whatever Intelli- 
gence functions are performed by the two offices will be per- 
formed over tly.-. There is no thought of either office entering 
the field of espionage and working clandestinely through 
undercover agents t . 

h ° Division , of re spons lblli ty b e tween int e lllgence an d 
operations „ 

Complete and precise delineation of the boundary be- 
tween intelligence and operations is no more possible than 
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desirable at this moment., There is a considerable area of 
ainost certain overlapping of responsibility between the 
intelligence and operating offices., which time., good will 
and experience will narrow but perhaps never fully eliminate* 

Before attempting further clarification of this area 
let it be said that there can be no conflict between the 
pure extremes of intelligence and operations : the operating 
officer should no more take four weeks away from, his desk 
for a job of intensive research than should the intelligence 
officer assume the responsibilities of policy and detailed 
implementation of policy,, 

The area in which there may be want of agreement is 
the area in which both have an important interest ~~ i„9 5|l 
the area of information. The question will be to decide 
where the informational responsibilities of the intelligence 
offices stop and where those of the operating offices begin 0 
At present only the broadest sort of allocation of responsi- 
bility can be made* The intelligence offices should have 
the predominant responsibility for basic research upon the 
institutions of foreign countries, upon situations and emergen 
political and economic issues in foreign countries, and upon 
the capabilities of foreign countries,-, The operating offices 
should have equal responsibility for the sort of spot informa- 
tion which is in the files or minds of operating officers 
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and which is necessary for the acquittal of the hour’s 
business „ How responsibility should be fixed for a multitude 
of intelligence duties which are to be found between these 
fairly clear bands of function, such as periodic analysis 
and reporting on current foreign developments, digesting 
information cables and despatches, reference services, etc., 
is a matter which must be worked out in experience. For 
the immediate future, both intelligence and operations 
should aim to put their respective limited informational 
resources bo optimum practical use. 

There is no intention, except in the cases specific 
cally mentioned below , to absorb into the central intelligence 
organization personnel of operating divisions who are currently 
engaged, part or full time, in research activities 0 It is 
anticipated, however, that some such personnel will be so 
transferred in the future, when, by mutual agreement of the 
intelligence staff and the appropriate operating officers, 
it is decided that such transfers, on a selective basis, 
would improve the quality of the research services available 
to the operating division concerned. 

c ° Integration of intelligence with operations . 

(1) The research process 

The production of evaluated information for the policy 
and operating officers of the Department must be done through 
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the process of research, a process which may well be dis- 
cussed in its component stages: 

(1) Setting and analyzing the problem,, 

(2) Collecting Information relevant to the problem,, 

(3) Evaluating the collected information „ 

(4) Applying the evaluated facts to the problem 
and organizing them into a coherent and meaningful pattern, 
in a form appropriate to the use to be served (report, memo- 
randum, table, chart, map, etc „ } 

The problem is to contrive an organization within the 
Department of State which will make the research process easy 
and smooth, and its end product complete, accurate and relevant a 
This problem is something more than the mere drafting of a 
workable organization chax'tj it involves a series of considera- 
tions and expectations -- some of them general and some of 
them specifically applicable to the component stages of the 


research process noted above , They will be discussed in this 
order o 

( 2 ) Goner al. c on sid e rations 

fa4~--Ad-va«t®rgenr’ri!^a-Trn 

The research and intelligence resources of the Department can 
best be mobilised to meet the needs of the jf/eographioal , Poli- 
tical , Economic, and Informational offices by uniting the/rif 
under the substantive and administrative control of the Special 


<J * f 
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Assistant for* Research and Intelligence, and by providing 
adequate machinery for integrating the work of the unified 
intelligence organization with that of the offices responsi- 
ble for policy and operations. The advantages of such a 
unified intelligence organization are; 

1. Uniformly high research standards can be ostab- 

i 

lished and maintained. Standards of performance are 

best maintained when there is a continuing comparison 

of one unit's work to another * s $ *mdr-whe*n — the w ork-o f 

alrl— un4ba--4 a ■■ - ^40 e4--^ga4-n3*te*rarr~'a:bgtr ao t norm £>Trqtrarlirfc;ys, 

Such systematic criticism would be the chief function 

of the Director of the proposed Office of Research and 

-A Aft'ic tl (d » Y' 

Intelligence^and he— is- ~be4» 0 vide d with gtaff ade- 

quart®---# or skr- , , 

W j r /he centralization of research in offices which 

have' the— entire-- responsibility for the research -and irn-feel - 

14f'e-aee--M : eM 1 r™and--'W'hich"-have no responsibility fo:r opera- 
ting decisions, makes it possible to attain an independence 
and integrity of judgment which would not be possible if 
research were the responsibility of the operating offices, 

A central intelligence organization can afford 
to provide specialists on particular subjects needed by 
a variety of divisions of the Department, no one of which 
would be able to justify their full time employment in Its 
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jspe-cr alls If w 1 LU ■ tha l ~tr£~ -o-fehe-r • ■ ra-seap-eh units re cp-i-re s 
surr&i^TVsToJT'or ' the- ‘work oi' bothy-'-whleh ■ can -be 


ob-ta-i-rrErcl Off ly " Tf they' ahtr-eub je at to, —the - sai.no eon trol , 

4., Duplication of work can be avoided^ A unified 


staff under central control not only guarantees that 
the specialist will work on matters squarely within Ills 
competence , but also that there is no more than a single 
specialist or single group of specialists for each aspect 
of intelligence. - ADA "s- -in t e res t in Soviet 


activities- In Latin America can be handled in one assign- 

:>3^rrt-%y~the--maslT"eXp'ei't'''^ 'analyst or team of analysts; it 

w it* ■•■ n o t b o handl e d lr r ^ w<f 

* 

orMcy“twcf separfito'DstHf fa 0 

5,,, Centralization of sj/aff makes a significant 
contribution to the maintenance of perspective and object!- 

I 

vlty. It acts as a brake orij tho specialist’s inevitable 

f 

tendency to overrate tho inribrtance of liis own subject. 

j 

It- removes him far enough from the area of poMoy so 
that past policy decision l,s not a constant influence on 

i 

i 

his present, point of -view* r At the same time, ad pointed 

i 

I 

out below , it does not. present him from the sort of relation 

i 

ship with policy and operations which are required to give 

J 

poi n t to his work,, 

6„ A single staff make^ for a considerable avoidance 
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of duplication of flies,, Hot only is it possible to 
establish and maintain an efficient central group of 
what might be called library services •»» indexed col- 
lections of documents , maps, books and photographs 
but also files of a single unit may serve other units 
working in cognate fields’ » '-Cha,. farther apart ,.tha~ -com-** 

ponen-t -units -are- -■^eat.tere.d, i ,tlia.-,,le.ss-«-'the utility of central 
'lXbrarler“Hnti'~t'he-"l-fj-sr'“tbe^ii'ke' 14 h 0 ocf -ef .■■•multi-pie use- of 

3 , - _ 

jTo L A single staff" can make more flexible use of its 


clerical and professional personnel than a number of small 
staffs. Often in the experience of wartime intelligence 
agencies, almost insuperable deadlines on top priority 
matters wore met by shifting all transferable talent to 
the job at hand. The barriers which a dispersal of man- 
power offer to such procedures are manifesto 

f IS. The Special Assistant for Research and Intelli- 
gence, in carrying out his Department responsibilities on 
the Secretary* s Staff Committee, and his interdepartmental 
responsibilities as Executive Secretary of the National 
Intelligence Authority,, must be in a position to call 
upon all of the intelligence resources of the Department 
with speed and a minimum of administrative friction. Only 
a unified organisation under his jurisd iction will make 
tha t p o s 3 i b is, ■/ 
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The potential disadvantage of a unified intelligence 
organization is that its work may not bo sufficiently adapted 
to the needs of the operating divisions . It will bo the 
mutual responsibility of the intelligence staff and of the 


operating staff to see that their work is properly integrated. 
Each v/ ill have the power, under the proposed plan for a uni* 
fled intelligence organization, to attain that objective. 

T ha alternative proposal set forth in Part IV for 
decentralizing research by establishing a research Division 
in each Geographical Office is one of several which might be 
mo.de. It should be noted that the Political, Economic, and 
Informational offices could make similar claims with equal 
validity. The dispersal of research power which would fol- 
low the recognition of such claims would emphasize the dis- 
advantages here raised with respe ct to the actual proposal 
at issue. These disadvantages are: 

1. It would be difficult, if not impossible, 
through any coordinating machinery to impose uniformly 
high standards upon research Divisions responsible to 
a number of different Of Tices throughout the Department 
2,, There would be a strong possibility that 
research subordinated to Offices whose primary responsi 
bility was policy determination would tend to be cir- 
cumscribed by previously adopted policy decisions and 
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fail to produce reports v/hich might present information 
indicating that existing policy should bo revised* 

5 • There would be a tendency for each Office to 
request Infom.it ion from its own research staff not be- 
cause Its answer would necessarily be definitive, but 

because it was physically close at hand* Thus a 
staff assigned to one Geographical office would be 

subject to requests on natters which are vital to the 
business of that office but which, at the sane tine, 
lie beyond the staff’s professional competence, and 
would either have to call upon the research staff 
of another office or to risk an uninforned answer. 

Even the most elaborate sort of coordinating mechanism 
between dispersed research divisions would have dif- 
ficulty coping with this situation* 

4* The necessary Integration between research 
needs and the program for collecting and maintaining 
basic Information would be difficult to achieve, since 
there would be no direct link between the individual 
research divisions and those responsible for the col- 
lection and reference functions* 

5* Whereas a single large staff cannot be en- 
gulfed by operations, a number of smaller staffs is 
more vulnerable, and as has already been demonstrated 
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in the Department, the long run effect of breaking 
up a research staff for a hoped for increase of 
service to its consumers has resulted in its 
d i s ap 06 aran ce , 

(b) Ho parallel units should be established , Ho 
other units should be es t&blished in the State Department 
whose functions parallel or overlap those which are regarded 
as the responsibility of the intelligence organization „ If 
the volume of work which 3.3 required of the organization is 
in excess of its capacities and if additional research power 
is mandatory to carry the load, funds for this added staff 
should be allocated to the intelligence organization rather 
than used to create arid support small research units in the 
operating offices, ^he principle here stated should not of 
course be construed a3 hindering an operating unit from em- 
ploying staff to maintain information files and to handle the 
kind of spot intelligence without which It could not function „ 

(c) Relations -wi th operating offices . The in- 
telligence organization has a legitimate call upon the full 
intelligence resources in the Department and upon the opera- 
ting officers of the Department for Information as to 
policy negotiation and planning needed for the guidance of 
research. This does not mean that every member of the 
intelligence staff must be conversant with the most delicate 
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issues of policy nor* that ©very member of the staff should 
have access to every highly classified document in the De- 
partment. It does mean however that tho staff will not be 
asked to turn out reports which are defective or worthless 
because (1) the nature of the problem to be attacked was not 
fully or candidly stated^ (2) information relevant to the 
problem and vital to xts solution was wi tiiheld on the grounds 
of security | or (3) new. and essential information from the 
field was unduly difficult to procure. This 3ast general 
consideration is basic to the specific considerations which 
follow O 

( b ) Considerat io ns specifically applicable to the 
compo no rt s tapes of re sear ch „ 

( a ) Setting ^ and a nalyzing the_ problem. Before a 
research and intelligence staff can begin to function ef- 
fectively it must know with a high degree of precision tho 
nature of the problem to be attacked and the policy or opera- 
tional us© the end product is expected to serve. Furthermore , 
since research generally demands far more time than is commonly 
acknowledged, the earlier work can be begun the more satis- 
factory the results . The host research and intelligence will 
be done when key members of tho staff are fully informed about 
issues which are still In the embryonic stage. With such 
knowledge they can frequently anticipate idle certain future 
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demand and make good on otherwise impossible deadlines,. In 
order to achieve applicability and timeliness of the end pro- 
duct it is a matter of high importance that the relationship 
between intelligence und operations be close and systematic „ 

That opposite numbers should maintain regular contact is not 
enough. It Is suggested that key members of the intelligence 
staff serve as observers or technical advisers on departmental 
and inter-departmental committees where their attendance will 
put them in intimate touch with the main lines of the Depart- 
ment’s business,, Personnel from the operating units should 
serve on committees of the intelligence offices such as a 
committee of Division Chiefs which would have supervision over 
the work program and the assignment of priorities and deadlines. 
Through such arrangements the efforts of intelligence may be 
directed effectively and the organization of the intelligence 
offices 'shaped to perform with maximum efficiency and harmony, 
(b) Collecting information relevan t to the problem. 

The primary source of fresh information from the field must 
be the reporting activities of foreign service officers, 
auxiliaries, and attache's in the foreign missions. The pro- 
fessional interest of the intelligence offices In the substance 
and quality of such reporting is obvious; without access to 
the reports and without some hand in s Imping them, the intelli- 
gence operation could not function,, Both the operating and . • 
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intelligence offices of the Department in Washington are 
equally concerned that reporting standards be continuously 
improved in quality, applicability, and timeliness. It is 
suggested that the apparatus of the intelligence offices will 
through evaluation and criticism contribute materially to 


this end. 

Another large amount of the necessary information will 
be acquired through the efforts of the intelligence offices 
themselves. They will procure foreign publications and maps, 
the reports and , studies of other federal agencies; they will 
enlist the information services of private or non -federal pub- 
lic institutions (universities, museums, libraries, etc.). 
Lastly, they will maintain a small staff in the field whose 
function will be the completion of homo research projects, 
or the supplementing of home sources of information. Members 
of such a staff will have a high degree of professional compe- 
tence and will serve abroad for limited periods and work on 
definite substantive assignments. In every instance they will 
operate under rules established by the chief of the mission to 


which they will be temporarily attached. 

A last installment of field information the Intelli- 
gence offices will procure through the field representatives 
of the armed forces and other government departments. In- the 
present circumstance of several control commissions under the 
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military, this source of general political and economic Informa- 
tion is more Important than It Is llkoly to be in the future*, 

But whatever the later importance appropriate liaison in 
Washington will be continued . 

(c) Evaluation of collect ed i nformati on,, ^'he estab- 
lishment of the. relative validity or invalidity of information 
is (1) a matter of the probable reliability of the source and 
(2) a matter of how well the information stacks up against 
other of tested accuracy. The intelligence staff will assun® 
primary responsibility for evaluations, but should eaepeot on 
many occasions to be able to call upon people in all parts of 
the State Department with field and operational experience. 

®he ©valuation of information is ordinarily only one 
part of the total reseurch function. However, there may be 
times when evaluated information as such are essential to 
operations, and in those cases the intelligence offices should 
disseminate this nr o duct, on „ 

(d) Applying the evaluated information to the problem 
and organizing it Into a coherent and meanin g ful patter n. In 
discharging this function, the intelligence offices must chart 
a careful course between an excess of timidity in bringing 
analytical talent3 to bear, on the one hand, and the Infringe- 
ment of policy-making prerogatives, on the other. If research 
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reports are to meet the needs of operating officers. In- 
telligence personnel must not hesitate to separate the 
relevant from the Irrelevant? to point up Inconsistencies 
and attempt to reconcile them; to seek for a pattern which 
emerges from the raw material and to integrate the facts 
in the light of that pattern; and to perform such other 
analytical functions as properly belong to the final stages 
of research. 

However, the Intelligence staff should understand 
clearly that the task of drawing policy conclusions from 
research studies is the prerogative of the operating offices 
and divisions o Harmonious relationships between the intel- 
ligence staff and the operating divisions cannot persist if 
operating officers find reason to believe that the intelli- 
gence staff ha3 adopted its own policy line, and is slanting 
the facts to fit Its preconceptions. Prudence and restraint 
on the part of the intelligence staff are nowhere more im- 
portant to the auceats of the intelligence project than in 
this connection, 

d , The internal organization of the intelligence offices . 
In working out the details of the planned Intelligence organ- 
ization, consideration ha& been given to tlia following 
primary factors ; 

(1) The intelligence needs of State Deportment 
operations o 
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(2) Ease In handling sources of information. 

(3) -he previous organization of the IPIS and 
other Departmental units, to be transferred* 

The principal problems .raised by each of those 
factors are: 

(1) T he I n tel lig ence needs of State Department 
operat ions; Consideration must be given not only to the 
various types of research study which, will be required* 
but also to the organizational framework through which the 
Department operates* since close coordination of research 
with operations will require adaptation to that framework. 

The problem is a difficult one* since; 

(a) The Department is organised on an area 
basis to handle political problems* except for the Office 

of Special Political Affairs, which handles certain political 
problems on a world-wide basis* 

(b) The Department is organized on a functional 
basis to handle economic problems, which in some cases are 
further subdivided according to area* 

(c) Information problems are handled both func- 
tionally and according to area, 

(d) In handling many of tho more important 
problems, coordination of the Divisions involved is obtained 
through committees , which cross both regional and functional 
lines „ 
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(2) E ase in handling sour ces of infor mati on; 
Consideration lias been given to improving efficiency by 
attempting to group together: 

(a) Acquisition , reference and reproduction 
functions needed by all I'eseurch groups. 

(b) Those i^esearch groups using documents 
written in the same language, 

(c) Those research groups using the same 
specialized .files of documents, maps, curd indexes, etc. 

(d) Those research groups working with the 
same series of incoming reports, 

( 3 ) The previous orga ni zation of IRI S and o the r 
Departmental units t o bo transferr ed; Preservation, to the 
extent feasible, of previous organizational entitles is 
desirable, since every change in existing personal relation- 
ships will temporarily reduce efficiency and add to the con- 
fusion and uncertainty attendant on setting up a new 
organization. 
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On the basia of the factors outlined above, the 
following principles of organization have been followed: 

(1) In general, the basic area breakdown used in 
the organization of the Research and Analysis Branch of I'RTS 
has been continued j in particular cases , however, area 
boundaries have been modified to conform to those of the 
corresponding State Department Geographic Divisions. 

(2) Political and economic problems which cut across 
several regional Divisions, and which are handled separately 
by operating Divisions in A~C and SPA, have been allocated 

to a Division of Interregional Intelligence, made up of 
specialists who will handle subjects such as International 
Organization, International Security, Dependent Areas, 
Petroleum, Commodities, Labor, Finance, Aviation and Tele- 
communications. The basic research on those subjects will 
be done in the regional Divisions, and. coordinated by the 
specialists, who will also be responsible for integrating 
the Department’s research with that of other government 
Departments In the same field, through the Interdepartmental 
.1 n tell Igor ce na chin .; r y „ 

(3) The responsibility for procurement, mainte- 
nance of reference collections, presentation and distribution 

RESTRI CTED 


Approved For Release 2001/09/03 : CIA-RDP84-00022R0004001 20009-9 



Approved For Release 2001/09/03 : CIA-RDP84-00022R0004001 20009-9 


have, where centralization was possible, been separated from 
the regional and interregional research Divisions and as- 
signed to separate Divisions. Those Divisions have all been 
included in the proposed Office of Intelligence Collection 
and Dissemination with the exception of the Division of 
'Map Intelligence and Cartography, which was included in the 
Office of Research and Intelligence because it will be so 
constantly engaged in current research projects with the 
Divisions of that Office » 

(4) The functions of security and counter-intelli- 
gence have been assigned to the Office of Security. 
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11° Summa ry of Pro pose 4 Transfers of Existing units of the 

rje'partmsnT' ’ahX~oi r ~ff?Ts“~^' ‘ ■— - - — — 


The plan out line a in part HI below proposes the following 
transfers of existing State Department and IRIS units to the new 
Intelligence Offices: 

a o state Depart ment On its 

Present 

Transfer To 

5 


'»«_w 


Present 

Division of Geography & Cartography; Personnel 


Office of the Chief 

Research Branch 35 

Procurement and Distribution Unit 8 

Cartographic Branch and Map Library 35 

Division of Research & Publications; 

Foreign Publications Unit 3 

Division of Economic Security Controls; 
Personnel Intelligence Section 33 


Secretariat of National 
Intelligence Authority 

Division of Interregiona 
Intelligence Studies 

Intelligence Reference 
Division 

Division of Map Intelli- 
gence & Cartography 


Intelligence Acquisition 
and Distribution Divi- 
s 1 on v 


Division of Biographic 
Intelligence 


In addition,, the security and counter-intelligence operations 
performed in the Division of Foreign Activity Correlation and else- 
where In the Department should be transferred to the Office of 
Security without delay* In view of the special nature of those 
operations # which do not Involve IRIS or any of the problems of 
positive intelligence discussed above, it is suggested that this 
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Board appoint a subcommittee to r© command th© appropriate trans- 
fers* composed of Mr,, Lyon* Mr* McKay* .Mr, Pinan fl and representa- 
tives of the Geographical Offices and of the Economic Offices o 

All of the above transfers have been worked out in agree- 
ment with the Offices and Divisions ooncernedo In addition* the 
members of the Committee which prepared this memorandum (with 
th© exception of Mrs Allen) believe that the Analysis Section of 
the Division of American Republics Analysis and Liaison (RL) 
should be transferred to the proposed Division of American 
Republics Intelligence s since they are of the opinion that th© 
combination* In on® Division in th® proposed Office of Research 
and Intelligence* of responsibility for all political, economic 
and geographic intelligence concerning the American Republics 
will provide th© beat research servic© for all th© geographic* 
economic* political and informational Offices and Divisions of 
the Department <> It has not been posslb3.e to reach agreement as 
to that transfer with ARA * which has participated with the other 
Geographical Offices in proposing an aL ternative plan* set forth 
In part IV below* providing for decentralizing Intelligence 
research on political problems by establishing a Research Division 
In each Geographical Office a 

Ther® ar© research units of other operating Divisions of 
the Department which at some time should bo conaidored for 
possible transfers to the Office of Research and Intelligence 
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It Is believed co be appropriate 

available, to postpone the coasl 
until alter the Office of Re sear 
established , 

be IRIS Units 


of tbe chief 
British Empire Unit 

S ur ope - a fries Divis i on 


USSR Division 

Par East Division 
Latin American Division. 

Hap Division 

Central Information Division: 

Office of the Chief 


Receiving and Allocation Unit 



Rflff ■ 



1 t:U; iff .Vi 

"t 

on of 

such translor 


Into 

lXigonce ha.fi, 


3ent 

a onne 

3. Transfer 


34 

Director * n Of. 

f i ce „ OR I 

5 

Division of 3 
0 onaaoawo afcth I 

ti ciiih 
n colli gene 

s? o 

Dlvlsioi:-. of f 
East and ilfrl 
genes 

uropOf, Nos. 
cs In to 11 :?. 

9 

Division of X 
Intelligence 

uterreglon 

Studies 

-55 

Division of X)' 
go nee 

CSR In tell 

120 

Division of ?■: 
Intelligence 

East 

39 

Division of hi 
Republics Inti 

. jO i o e n 
- 11 l gance 

71 

Division of iff 
gen co and Coe 

&P J Etc Hi 
’* •'!> ‘'haiy 

3 

Office of Col. 
D i s s 6 m x n s t, 1 o e 

'D«rf;V _. p./v 

11 

Intelligence i 
Division 

v :^.*"erenoe 

10 

Division of I 
Acquisition so 

'1 -J fr.-t 


Distribution Unit. 


Distribution. 

D i v X s i on of In f . • i i gs n ■ - 
Ac quia 1 t 1 or and 
Distribution 


i . J. U JL '-j l 
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It is 

available „ 
until after 
established,.-. 

bo IRIS Units 

Research and Analysis Branch* 
of the Chief 

British Empire Unit 
Eur ope-Africa Division 

USSR Division 

Par East Division 
Latin American Division 
Map Division 

Central Information Division". 

Office of the Chief 
Receiving and Allocation Unit 

Distribution Unit 


34 Director *3 Office „ OR I 


5 Division of British 

C omraonwe a& h .In to Illgence 

95 Division of Europe * Near 
East and Africa Intelli- 
gence 

9 Division of Interregional 
Intelligence Studies 

55 Division of USSR Intelli- 
gence 

120 Division of Par East 
Intelligence 

39 Division of American 

Republics Intelligence 

71 Division of Map Intelli- 
gence and Cartography 

3 Office of Collection and 
Dissemination 


11 Intelligence Reference 
Division 

10 Division of Intelligence 
Acquisition and 
Distribution 

8 Division of Intelligence 
Acquisition and 
Distribution 
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believed to bo appropriate* in view of the limited time 
to postpone the consideration of such transfers 
the Office of Research and Intelligence has been 


Present 

Personnel 


Transfer to 


Office 
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In the United States., Since that was not regarded as an 
a opr late activity for the research and intelligence offices 

of the Department the Foreign Nationalities Branch was 
liquioated at the end of October The total personnel of the 
other IRIS units has been substantially reduced since IRIS 
was established-. Some further readjustment of present personnel 
is contemplated after the new intelligence offices are established 
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A* 



BETA ILS 

1 A s a i a f. 


OF FLANdED ORGANIZATION 
ant for Research and Intelligence 


8 yrab o 1 s SA- Me C 

1, Departmental Organisation 

The position of the Special Assistant In charge of 
Research and Intelligence* ranking with the Assistant 
Secretaries, was created by Departmental Order No. 1351 
of October 26* 1945* will have jurisdiction over three 
offices ; the Office of Research and Intelligence, the 
Office of Intelligence Collection and Dissemination* and 
the Office of Security. The Special Assistant will also 
serve as Executive Secretary of the National Intelligence 
Authority* and in that capacity will have jurisdiction over 
the Interdepartmental Intelligence Coordinating Committees* 
the Interdepartmental Security Coordinating Committees* and 
the Special Estimates Staff. The attached chart outlines 
the departmental organisation proposed for the offices 
under the Special Assistant. 


The office of the Special Assistant for 


Research and 


.Intelligence will be made up of the following units % 
Immediate Office of the Special Assistant 
Executive Office 


Progra mirdh g 3t af.f 
Special Estimates Staff 
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Secretariat of National Intelligence. Authority (Depart- 
ment of State representatives on the Interdepa rtmen tal 

Coordinating Committees) 

The Immediate office of the Special Assistant, the 
Programming Staff, and the Executive Office account for 20 
positions in the 1946 supplemental budget, and for 54 in the 
proposed 1947 budget. At the present time, 13 positions 
have been filled. The establishment of the SA-McC staff 
does not involve the transfer of any existing State Depart- 
ment or IHIf. units. 

The Special Estimates Staff and the Secretariat of the 
National Intelligence Authority are discussed separately 
below. 
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2* Interdepartmental Organization 
a. Special Estimates Staff 
Proposed Symbol; SES 

A Special Estimates Staff will be established la the 
office of the Special Assistant for Research and Intelligence, 
which will be responsible foi* preparing, with the assistance 
Of the research and intelligence offices of the State Depart- 
ment and of other governmental departments and agencies, 

* 

intelligence estimates of the capabilities and intentions 
of foreign countries and Weekly s-ominariea of significant 
events and trends, for* the information and uso of the 
President, the Secretary of State, and other top level 
officials and agencies of the Government. 

The Special Estimates Staff accounted for 47 positions 
in the 1946 supplemental budget and in the budget submitted 
for 1947. At the present time none of those positions has 
been filled, l^o transform of existing State Department or 
IJbIS units are involved in the establishment of the Special 
Estimates Staff. 
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b. Secretariat of the National Intelligence Authority 
Proposed symbols MIA 

The Special Assistant for Research and Intelligence 
will serve ae Executive Secretary of the National Intelli- 
gence Authority. His staff will Include a Secretariat of 
the National Intelligence Authority, which will consist of 
his Deputy Secretaries for Intelligence and Security, 
together with the committee chairmen (and their staffs) 
furnished by the Department of State for the Inter-depart- 
mental Coordinating Coimnittees and the Inter-departmental 
Security Coordinating Committees. 

A total of 92 positions has been included for the 
Secretariat in the budget submitted for 1947. During 1946, 
it will be necessary to use positions budgeted for other 
parts of the intelligence offices to support the Secretariat 
It Is proposed to transfer the Chief of the Division of 
Geography and Cartography to the position of Chairman of the 
Geographic Intelligence Committee of the National Intelli- 
gence Authority. This involves a transfer of the Office of 
the Chief. GE (5 positions) to the Secretariat. 
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B . Off X eo of Research and Intelligence 
Proposed. Symbol s OKI 

1. Office of* the Director 

The Director of the Office of Research and Intelligence 
will be responsible, under the general direction of the 
Special Assistant for Research and Intelligence, for 
directing the work of the Divisions of the Office in pro- 
viding evaluated positive Information on foreign countries 
in aid of the formulation and implementation of foreign 
policy in the Department of State. The Office of the 
Director will include an Executive Office, which will pro- 
vide the administrative services required by the Direotor 
and by the Office, and an Intelligence Coordination Staff, 
which will provide substantive control over the output of 
the Office. 

The Office of the Director accounted for 35 positions 
in the 1946 supplemental budget, and for 41 positions in the 
budget submitted for 1947. It is proposed that the office 
be established by transferring to it the Office of the 
Director of the Research and Analysis Eranch, IRIS, a total 
of 34 persons (11 professional and 23 clerical). No 
existing State Department units will be transferred to the 
Office of the Director. 
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Office of Research and Intelligence 


Office of the 
Chief 


! 1 

j 
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Division of Europe, 
Near hast, and 
Africa Intelligence 

Division of USSR 
Intelligence 


Division of Brit- 
ish Commonwealth 
Intelligence 

Division of 
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2 * Function s of the Regional D 1 via ions 

Description of Functions . The function of the five 
regional divisions described below is the provision of 
evaluated positive information, in the form of factual 
data, syntheses, and generalizations, in aid of the 
formulation and implementation of foreign policy by the 
geographic, political, economic and informational offices 
of the Department. 

In fulfilling this function the divisions will: 

(1) Maintain close and systematic contact with 
policy and operating officers of the Department in order 

to be informed as to the Department’s intelligence require- 

ments. 

(2) Plan and implement a program of research and 
analysis designed to meet these intelligence retirements 
through the preparation of reports, which will be described 
in greater detail below. 

(3) Evaluate new information for the following pur- 
poses: as an Integral part of the regular research process 
in order to Improve the relevance, accuracy, and timeliness 
Of the reporting services; and, to a lesser extent, for 
distribution of the information, as such, to operating 
Offices, 
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{ 4) Assist 00 D in planning its program of infer- 
mat ion procurement and, working through or with OCD, obtain 
information from other federal agencies operating in cognate 
fields and from public arc private institutions outside the 
federal government (including universities, libraries, 
research institutions}, 

(5) Provide representatives to act as observers, and 
where indicated as participants, on departmental and inter- 
departmental committees. 

The output of these divisions will, in general, full 
into the following three categories j 

( 1 ) St udies of basic .sit u ations and capabilities . 
Studies of this sort are based on knowledge of the social, 
political, economic, _ and geographic characteristics of the 
countries concerned, and will provide the basic data 
necessary for the understanding and interpretation of events, 
attitudes, capabilities and probable intentions* 

(2) Analyses of major political and economic issues. 
These studies will deal with emergent or continuing political 
arid economic is rues in foreign countries which will influence 
United States world interests, 

(3) I nterpretation a and evaluations of cur rent events 
a. nd developments .. These ' studies will place events in their 
setting, analyze the factors which produce them, and 
evaluate their significance for further developments. It 
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should be noted that this work as currently performed in 
IRIS is by no means a full duplication of roughly comparable 
work done in other parts of the Department* There are 
however some elements of overlap which will be dealt with 
at seme future time. Presumably at that time the whole 
question of analysis of current developments,, current 
reporting, abstracting current cables and despatches for 
department-wide circulation, will bo discussed, and final 
responsibility fixed, 

3* Division of Europe, Rear East, and Africa Intelligence , 

(This Division will be concerned with (1) all of continental 

Europe eastward to the Soviet frontier and the Straits, 

(2) all hear and riddle Eastern countries to the western 

1 

frontier of India, and (3) all of Africa,) 

(1) Proposed routing symbol ; Eh I* 

(2) O r gan i za 1 1 on St rue fcure , 

( a ) Po litical Er an ch , 

<i) Western European Section . France, Belgium, 

Luxembourg, Holland, Italy, Spain, Portugal, Denmark, Norway 

2 

Sweden, and Switzerland* 

(il) Central European Sect ion * Germany, Austria 
Czechoslovakia, 

To " the separation of the Division Into two divisions — a 
European Division and a Rear East -African Division — i a 
planned as soon as adequate staff is available* 

2, The separation of this section into a Western and a 
Northern European section will take place when the 
necessary personnel arrangements can be made* 
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(ill) Eastern European Section* Finland, Poland. 
Fungary, Yugoslavia, Rumania, Greece, Bulgaria, Albania* 


( iv ) Pear East-Afrioan Se ct ion , Egypt, Pales- 
tins, Trans -Jordan, Iraq, Saudi Arabia, Yemen, Aden, 
Shalkhdoins of the Arabian Peninsula, Lebanon, Syria, Turkey, 
Iran, Afghanistan, and the continent of Africa* 

(b) Economic Branch (area distribution same as in 
Political Branch) * 

(i) Western European Section. 

(11) Central European Section. 

(iii) Eastern European Section. 

(iv) Hear East -African Section. 

(3) Composition of the Division 

It is proposed that the Division be established by- 
transferring to it the Europe-Afrlca Division of IRIS 
(excluding 9 individuals to be transferred to the Division 
of Interregional Intelligence), which included, as of 
December IQj, 1946, a staff of 95, of whom 76 were in 
professional grades and 19 in CAE grades. The 1946 supple- 
mental budget, provided for a total of 13.0 positions, and the 
budget submitted for 1947 provides for a total of 151 
positions. Jt is not proposed to transfer any other 
existing State Department units. 

An organization chart of the Division is attached* 
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4 * The D i vision L _of USSR Intelligence 

(1) Proposed Routing Svnibols USI. 

IW I UB m -I-,- — T irr— \ -1 • m «Tff i T p ' i«i»i» i r .*n a » i» T p | i », nxi.x > ill > ■ ji. 

(2) Organization Structures 

(a) Economic Branch* 

(I) Transport Section. 

(II) Industry Section. 

(III) Agriculture Section. 

» 

(Iv) Foreign Trade Section. 

(v) Fiscal Problems Section. 

(vl) Population and Manpower Section. 

( b ) Fo 11 1 1 c a 1 Branch » 

(I) Internal Political Section. 

(il) Foreign Political Section. 

(3) Composition of the Division 

It is proposed that the Division be established by 
transferring to it the USSR Division of IRIS which included, 
as o i December 10, 1945 a staff of 55, of whom 45 were in 
professional grades and 10 in CAP 1 grades. The 1946 
supplemental budget provided for a total of 76 positions. 
The budget submitted for 1947 provides for a total of 81 
positions. It is not proposed to transfer any other 
existing State Department units or personnel to the 
Division. 

An organization chart of the Division is attached. 
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5 . The Division of. E rl 1 1 sh Commonwealth Intelligenc e . 

{This Division will be concerned with the United Kingdom, 
its foreign relations, and British policy with reference to 
all parts of the Commonwealth). 

( 1 ) Proposed routing symbol; BCI . 

{ 2 ) Organ Iza t ion structure 

(a) British External Economic Problems Section 
(Trade, Finance, Transnort and Communications). 

(b) British Internal Affairs Section. 

(c) British In tra -Imperial Affairs Section. 

(d) Anglo-European Relations Section. 

(a) Anglo-American Relations Section {including 
the United States and Batin America). 

(f) British Affairs in the Par East Sections * 
(3) Composition of the Division 

*** *Wk**&e»***r*l ^* K 1 J ' HII 'W »■ »« . ■wn ■*» ■{ !»■ ,i ). ,U1W PI W . a? . 

It is proposed that the Division be established by 
transferring to it the British Empire Unit of IRIS which 
included, as of December IQ, 194 5 a staff of 5 employees. 

The 1946 supplemental budget provided for a total of 17 
positions. The budget submitted for 1947 provides for & 
total of 22 positions. It is not proposed to transfer any 
other existing State Department units or personnel to the 
Division. 

An organization chart of the Division is attached. 
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Organisation Chart 
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6. The, Division of Far East Inte lligence. (This Division 
will be concerned with India, Burma, Ceylon, Sian, Indo- 
china, Straits Settlements, the Federated Malay States, 
Netherlands East Indies, British Borneo, the Philippine 
Islands, China, Korea, Japan, Australia, New Zealand, and 
all of the Islands and territories in the general area not 
belonging to the United States or the USSR.) 

( 1 ) Proposed r out irtg sy m bol; PEI. 

(2) O rgan ization structure, 

(a) Japan branch 

(i) Japan Political Section, 

(ii) Japan Economic Section* 

(b) China Branch 

> 

(i) China Political Section, 

(ii) China Economic Section, 

(iil) Korea Section, 

(c) Southern Asia Branch 

M rw K wti i IwmwwM Hmmm mww.u > i» 

(I) Pacific Islands Section,, Netherlands East 
Indies, Sarawak, British North Borneo, 
the Philippine Islands, Portuguese Timor, 
Australia, New Zealand, former Japanese 
mandates, British, French and New 
Zealand island possessions* 

UD Southeast Asia Section, Burma, Indochina 
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Siam, Federated Malay Stats a, Un federated 
Malay States, Straits Settlements. 

(ill) India Section . India, Nepal, Bhuton, Ceylon, 
> Portuguese and French enclaves, 

(3) Composition of the Division 
It is proposed that the Division be established by 
transferring to it the Par East Division of IRIS which 
included, as of December 10* 1945, a staff of 120 employees, 
of whom 93 were In professional grades and 27 in CAP grades,, 
The 1946 supplemental budget provided for a total of 117 
positions. The budget submitted for 1947 provides for a 
total of 114 positions. It is not proposed to transfer any 
other existing State Department units or personnel to the 
Division. 

An organization chart of the Division is attached. 


RESTRICTED 


Approved For Release 2001/09/03 : CIA-RDP84-00022R0004001 20009-9 





Approved For Release 2001/09/03 : CIA-RDP84-00022R000400 120009-9 


Organization Chart 
Division of Far East Intelligence 




Approved For Release 2001/09/03 : CIA-RDP84-00022R000400 120009-9 









Approved For Release 2001/09/03 : CIA-RDP84-00022R0004001 20009-9 


- 50 



7 , Division of 
Division covers 
islands of the 


Am erican Republics Intelligen ce . ( Th 1 s 
all of Central and South America, and the 
Caribbean Sea, excluding the possessions of 


the United States, 


( 1 ) Proposed, routing symbol; ARI « 

(2) Organization structure. The Division will be 
composed of Sections as follows* 

(a) Mexico Section. 

( b) Caribbean and Central America Section, 

(c) Brazil Section. 

(d) River Plate Section - covering Argentina, 
Paraguay, and Uruguay, 

(e) North and West Coast Section - covering Chile, 
I Olivia, Peru, Ecuador, Colombia, and Venezuela* 

(f) leogrephic -Economic Section - covering 
aprropriate subjects for the mo3t important regions of Latin 
America. 

(3) Composition of the Division . It is proposed 
that the Division be established by transferring to it the 
IRIS Latin American Division which included, as of 10 
December 1045 a staff of 39, of whom 31 were in professional 
grades and 0 in CAP grades. The 1946 Supplemental Budget 
provided for a total of 35 positions. The budget submitted 
for 1947 provides for a total of 56 positions. 
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In each of those Budgets, allowance was mads for the 
pos:1 lions budgeted separately for the Analysis Section of 
the Division of American Republics Analysis and Liaison (BL}„ 
and those positions were deducted from the total believed 
to be needed to provide adequate coverage of the area* As 
pointed out above, the members of the Committee which pre- 


pared this memorandum, (with the exception of hr. Allan) 
believe that the Analysis Section of IiL (9 professional and 
10 clerical) should be transferred to the proposed Division 
of American Republics Intelligence, since they are of the 
opinion that the combination, in one Division In the pro- 
posed Office of Research and Intelligence, of responsibility 
for all political, economic, and geographic intelligence 
concerning the American Republics will provide the best 


research service for all .the geographic, political, economic, 
and informational Offices and Division a of the Department • 

It has noc been possible to reach., agreement as to that 
transfer with ARA, which has participated with the other • 
Geographical Offices in proposing an alternative plan, 
sot forth in part IV below, providing for decentralizing 
intelligence research on political problems by establishing 
& research Division in each geographic Office 0 
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8« Division' o.r Int erre/ti onal intelligence, 
la. Proposed routing symbols IRI, 
bo. Functions. 

**Wk*»***£**<5'»iVV^^^ 

' , • ' , . - - v ' ‘ ' • . • 

(1) Coordinating, and* where necessary, supplementing 
the data and analyses provided, by the regional research 

. v. ■ . '' •* .I. .-' v-.vU i . . . y 

Divisions of the Office and by the research and technical 

.';.V 't "• 

gtaf fe •••ofv other Federal agencies in the preparation of 
studies .which present detailed comparative analyses and 
interpretations of Intelligence pertaining to problems which 

• * ; ' \ l i 

t •■• ■ . . . . A • 

deal vfith comparable information from several, or all regions 
pf the world, required -by the operating officials of the 
department in assisting United States delegations to 

A ' r • ’ : ••„ ' ' i , 

• • V 

International conferences, in collaborating with other ' y 
Federal agencies in the formulation of foreign policy, and 
in conducting negotiations with particular countries on 
matters of interregional and international significance. 


(2) Initiating requests for directives concerning 
the procurement of intelligence from foreign as well as 
domestic sources. 

(3) Assisting, when requested by the regional 
Divisions iri ORI, in analysing and reporting on Inter- 
regional aspects of regional problems. 

(4) The coordination of the research program of 
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the Office of Research and Intelligence with those of other 
Government departments and agencies by assisting or serving 
on appropriate interdepartmental committees# 

The Division will be primarily responsible for 
developing the program of research required to meet such 
needs of the following Offices and their Divisions a .3 are 
Interregional In character and do not fall within the 
province of a particular regional research Division: 

(a) Office of Special Political Affairs, 

(b) Office of Transport and Communications 
Policy, 

(c) Office of International Trade Policy, 

(d) Office of P’inancial and Development Policy, 

(e) Office of Economic Security Policy, 

C , Organization structure . The Division will be com- 
posed of Sections which will be responsible for such 
subjects ass 

international organization* international 
security, and dependent areas; 

transportation and communications; 

trade and finance; 

industrial and economic development; 
cartels, patents., and technology; 
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commodities; 
petroleum; and 
population and labor, 

d. Composition, It is proposed that the Division 

• . , .... - ' : ■ "i : 

be established by transferring to it the Research Branch 
of the Division of Geography and Cartography of the Office 
of Public Affairs which included, as of 10 December 1945, 
a staff of 35, of whom 25 were in professional grades and 
10 in CA.F grades and 9 individuals from the Europe -Af rica 
Division of IRIS, of whom 6 were In professional grades 
and 3 in CAP grades. It is not proposed to transfer any 
other existing State Department units to the Division,, 

A total of 57 positions in the 1946 Departmental and 
IBIS Supplementary Budgets were provided for those units, 
and. the budget submitted for 1947 provides for a total 
of 73 positions for the Division of Interregional 
Intelligence » 
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9,. Division of Map Intel l igence and Cartography * 

(1) Proposed rooting symbols MI* 

(2) Organization Structure . The Division of Map 
Intelligence and Cartography Is under the immediate direction 
of the Director of the Office of Research and Intelligence* 

The Division has three branches? 

(1) Map Intelligence* 

(2) Map Collect ioru 
( 5 ) C a rt ographic , 

(5) Functions * 

(1) The Map Intelllgenco Branch , in serving the 
Department and other Federal agencies Is concerned with 
the collection, evaluation, analysis and interpretation of 
foreign map and other cartographic intelligence* Its 
functions includes 

(a) The planning and initiation of foreign map procurement 
by Instruction, purchase, or negotiation with foreign map 
agencies; 

(b) The participation In the development of coordinated 
intor~agency and Inter-governmental mapping and map collection 
programs and procedures; 

(c) The preparation of map coverage and technical nap 
intelligence reports based on continuing research; 

(d) The expert screening and evaluation of incoming map 
Intelligence; 
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(e) The planning of adequate map intelligence facilities at 
International conferences j 

(f) Expert assistance to the divisions and Offices of the 
Department in the selection and study of published maps 
required in the consideration of specific problems, 

(2) The Dap Library Branch serves the entire 
Department, as well as other Federal agencies and private 
institutions, by maintaining a comprehensive collection of 
maps, atlases, gazetteers and other cartographic reference 
materials needed for the consideration of international 
questions. Its functions includes 

(a) The routine procurement of published maps and atlases 
from domestic and foreign map agencies and publishing houses; 

(b) The cataloguing. Indexing, filing and loaning of these 
materials; 

(c) The furnishing of reference services and advice in the 
selection of published maps and atlases for specific uses, 

(3) The Cartography Branc h will be concerned with i 

(a) The initiation of basic mapping programs and developing 
improvements in cartographic techniques; 

(b) The planning, compilation and layout of individual maps; 

(c) Construction of final drawings and is responsible for 
preparing specifications for map reproduction, 

(4 ) Compositio n of the Division, It is proposed 
that the Division of Iflap Intelligence and Cartography of the 
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Office of Research and Intelligence be established by 
tran 3 1 siring to it the Dap Division of IRIf^ and the Map 
Library and Cartographic Branch of the Department * g 
Division of Geography and Cartography (GE) which included, 

&a of XO December 1945, a staff of 71 in the IRIS Fap 
Division, of whom 56 were in the professional grades, 

23 In the CAP grades, and 12 in the SP grades, and. In units 
to be transferred from GE, a total of 35 positions, 19 
professional and 16 CAP grades. It is not proposed to 
transfer any other existing Stats Department units or 
personnel to the Division, The 1946 supplemental budget 
provides for a total of 80 positions In IRIS- The 1947 
budget (which covers the entire operation — as transferred 
from IKTS and GE) provides for 134 positions. 
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C • Office of Int elligence Collection and Di ssemination 
Proposed routine symbol; OCD 

imKnV r*m^*^***"*r rr»+*i ■r'Kttr - or. ‘?*s vn i • 

The Director of the Office of intelligence Collection 
and Di a semination will be responsible , under the general 
direction of the Special Assistant to th© Secretary for 
Research and Intelligence, for directing the work of the 
Divisions of the Office in the collection and dissemination 


of intelligence c 

The Office of the Director accounted for 9 positions 
in the budget submitted for 1947, but was not included in 
the 1946 supplemental budget* It is proposed that, at ths 
outset, the position of .Director be filled by the Director 
of the Office of Research and Intelligence, and that the 
staff of the Director bo provided by the transfer of 3 
people, 1 professional and 2 clerical, from the Central 
Information Division of IRIS,. It is not proposed to transfer 


any other existing State Department units to this Division^ 
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1 * PI via ion of In toll 1 g. ! 3 g o Ac uni si felon and Ms tribal: i. on „ 
a® Prop osed ro ut ing symbol: I AD 

b» Organization structure., The Division of Intelligence 
Acquisition and Distribution will consist of the following 
organizational units: 

(1) Office of the Division Chief. 

(2) Procurement Section* 

(3) Distribution Section. 

Co Functions . 

( 1 ) Office of the Chief . 

(a) Determination of policy for the procurement and 
distribution of intelligence. 

(b) Maintenance of general Intelligence directives 
to the field staff 5 and 

(c) Coordination of the Department’s intelligence 
acquisitions with the acquisition programs of other 
Government departments and agencies „ 

( 2) Procurement Section . 

(a) Development on a world-wide basis of new types 
of sources of intelligence procured by the Division; 

(b) Continual review of available intelligence; 

(c) Selection of intelligence for procurement and 
procuring that intelligence; 

(d) Liaison relationships with other- government a.X 
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agencies in conjunction with the Distribution Section for 
the purpose of procuring intelligence ; and 

(e) Continual consultation with the staff of the 
ORI in order that the intelligence acquisition programs 
will meet the needs of the Department,, 

(3) Dis tribution Section , The Distribution Section 
will bo responsible for the handling of Incoming intelligence 
materials. This includes: 

(a) Distribution of all incoming intelligence 
materials, not previously distributed by DOR, to the offices 
of the Department; 

(b) Distribution of incoming intelligence 
materials to other Government departments and agencies; 

(c) Maintenance , in conjunction with the .Procure- 
ment Section 9 of liaison, with the users of intelligence 
materials in other governmental agencies; 

(d) Determination of the format, number of copies, 
and type of reproduction to be used for research and 
intelligence reports of ORI, and expediting reproduction of 
these reports; 

(e) Determination, working In conjunction with ORI, 
of the distribution of QRl reports to the offices of the 
Department and to other governmental agencies. 
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d P Relationship betwe en the Acquisition and Distribution 
Division and the Map Division and the Department Library , 

The Division of Intelligence Acquisition and Distribution 
will maintain close liaison and working relationship with 
the ?«ap Division in order that the procurement of carto- 
graphic intelligence will be integrated with the overall 
intelligence procurement program approved by the Director 
of the Office of Intelligence Collection and Dissemination,, 
The Division will maintain close working relationship -with 
the Department Library to assure that there is efficiency 
and no duplication of effort in the procurement of domestic 
and foreign publications, 

e, Composition of the Division , It is proposed that 
the Division be established by transferring to it the units 
engaged in the acquisition of foreign intelligence in the 
Central Information Division and in the Interdepartmental 
Goxnmittee Division of IRIS, and the Foreign Publications 
Unit of RP. 


The authorized positions and personnel to be trs.ns- 


f erred are 

as follows; 

Positions 


Division 

Unit 

Profe ssi onals 

CAP 

IRIS/CID 

Receiving and Allocation Unit 

1 

9 


Distribution Unit 


8 



T 

17 

IRIS/IDC 

Office of the Chief 


3 


Publications Section 


10 




13 

RP 

Foreign Publications Unit 

imww * 

J3 


Total 

1 

33 
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2 0 Intelligence Reference Division* 
a Q Proposed Routing Symbol s REP 
bo Organisation Structure , 

(1) The Reference Division will be supervised by a 
chief who will be responsible for the maintenance of the 
Departments central collection of Intelligence o 

(2) The Reference Division shall consist of the 
following organizational units? 

(a) Office of the Division Chief 

(b) Bibliography Section 

(c) Circulation Section 
c e Functions 

(1) Office of the Chief 0 The office of the Chief 
of the Reference Division will be responsible for the 
following functions; 

(a) Maintenance of the Department’s central 
collection of Intelligence* 

(b) Reviewing and coordinating requests for 
bibliographies of intelligence materials and intelligence 
sources! and 

(o) Continually informing the Acquisition Divi- 
sion of demands and needs for intelligence materials o 
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( 2 ) Bib liogr a phy Seotlqru 

(a) Catalogings indexing* and classifying by 
subject all intelligence materials maintained by the 
Division; 

(b) Arranging, and maintaining Ihlsonwith the 
users of intelligence materials within the Department; 

(c) Preparation of annotated bibliographies on 
current and long range intelligence questions and pro- 

b lams % and 

(d) Informing the usors of intelligence materials 
of the receipt of nev intelligence 0 

(3) Circulation Sectiofl o 

(a) Maintenance and custody of all intelligence 
materials; 

(b) Servicing requests for intelligence materials; 

(c) Provision of channels for borrowing intel- 
ligence materials from other governmental and non-gov crn- 
m®tal organizations; and 

(d) Maintenance of the security of the intel- 
ligence collection., 

d<> Relationship between the Reference Division and the 
Hap Division, the Biographic Division* and the Department 
Library 0 The Reference Division will maintain close liaison 
and working- relationship with the Map Division, the 
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Biographic Division,, and the Department Library, In order 
that the servicing of cartographic and biographic intel- 
ligence and publications will be integrated with the over- 
all servicing approved by the Director of the Office of 


Intelligence Collection and Di 3 seminations 

©o Composition of the Division., It is proposed that 

1»» Un r ~* mm wWf i Mwi . ja w o'w , »nnw»»«> wv<i — * 

the Division be established by transferring to it the units 
engaged in the maintenance and servicing of intelligence 
in the Oontral Information Division and the Interdepart- 
mental Committee Division of IRIS, and the Procurement and 
Distribution Unit of GE» 


The authorized positions and personnel to be trans- 


f erred are 

as follows? 





Positions 


Division 

unit 

Professional CAP 

IRIS/CJD 

Office of the Division Chief 

2 

8 


Office of the Reference chief 


1 


Analysis Unit 

1 

13 


Control Unit 


11 


Library Unit 

5 

4 




Tf 

IRIS/lDC 

Analysis and Abstract Section 

12 

4 

08 

Procurement and Distribution 

5 

3 


Unit 

Ty 




34gs 



Total 

25 

44 


it is not proposed to transfer any other existing state 


Department units to the Division 0 
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3, Division of Biographic Intel i ig o nc ft , 
a. Proposed Routine Symbols BI 
b o Organization Structure : 

{1} Reference SectIon 0 
(11) Service Sect ion* 

(ill) American Republics Section., 

(iv) Par East Section, 

(v) Europe Section, 

(vl) British Commonwealth, Near East, and Africa 
Section, 

The geographical responsibilities of those sections 
correspond almost exactly to those of the political offices 
of the Department, except that for administrative reasons 
British Commonwealth has been combined with the Near East 
and Africa, The organization Is in the main parallel to 
that of the CHI, with whose divisions and section? the 
closest liaison is mandatory, 

c o Functions , Within the terras of the positive intel- 
ligence function it will be the responsibility of this 
Division to? 

(1) Organize and evaluate systematically factual 
information and opinions concerning persons in foreign 
countries who are of intrinsic importance or whose activities 
or views may be considered significant for the United States; 
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(2) Prepare* in cooperation with other interested 
divisions of the Department , especially with the appro- 
priate intelligence divisions* reports covering the back- 
ground , career* role. Influence, connections, and policies 
of such persons, either in response to specific requests 
or in anticipation of a cortain future demand; 

(3) Participate with other divisions of the Depart- 
ment in the formulation of policies and the planning of 
programs for the collection and distribution of biographic 
intelligence o 

While the subject matter with which the Division of 
Biographic Intelligence is concerned is an integral part 
of political, economic, and social intelligence, experience 
lias demonstrated the necessity of centralizing responsibility 

I 

for this, the biographical, function in a separate unito 

The following are the major categories of persons on 
whom information is sought? 

(1) Officials of national governments 0 

(2) Members of national legislative or governing 
bodies, elected or appointed o 

(3) Higher diplomatic, consular, and colonial service 
officials o 

(4) Members of international commissions, conference 
delegates, delegates to international organisations, and 
members of special missions 0 
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(5) Parsons prominent in political parties and 
movements, including official and unofficial opposition 
groups o 

(6) Persons prominent in national socio-economic 
groups such as labor organizations, manufacturers 5 organi- 
zations, etc© 

(7) Figures of national and International importance 
in such fields as business, finance, commerce, industry, 
education, religion, law, medicine, and science, 

(Q) Leading figures in newspaper, radio, and motion 
picture activities, and propaganda agents of foreign 
countries stationed in other foreign countries© 

(9) Top ranking military and naval officers of 
national political significance, including major military 
representatives to other countries© 

(10) Governors, mayors, and other non-national 
officials of sufficient importance to influence and parti- 
cipate in matters of national Interests 

Specifically excluded are; espionage and counter 
espionage agents; American citizens; and persons of interest 
only to specialized bureaus such as visa applicants, army 
and navy personnel not politically important, criminals, 
persons In ordinary business and commercial transactions© 
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do Composition of the DlvlaloD o It is proposed that 
the Division bo established by transferring to It the 
Personal Intelligence Section of the Division of Economic 
Security Controls (ES) In the Office of Economic Security 
Policy, contributing 20 professional and 13 OAF staff 
members# and the Biographical Records Section of the Central 
Information Division of IRIS, contributing 28 professional 
and 10 CAP staff members# a total of 71, The 1947 budget 
provides for a total of 74 positions c 
4<> Presentation Division ^ 

a, Proposed touting Symbol ?. PH 

Organization Structure . The Presentation Division will 
consist of the following organizational units: 

(1) Office of the Division Chief 0 

(ii)- Editorial Section,, 

(ill) Graphics Section, 

(iv) Operations Section, 
c » Gen eral Func tions 0 

«»» «»* ' wmmmm mm n— 

(1) Summarizing in graphics or in animations con- 
clusions of the staff of the QRI which are susceptible to 
such presentation. Such summaries may be complete in 
themselves and so distrlbutado 

(2) Summarizing In graphic form data which is part 
of OR I studies# reports# etc,# for inclusion as illustra- 
tive material in such documents „ 
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(3) Presenting in graphic form or in animations 
administrative situations and solutions to administrative 
problems especially for the Assistant Secretary of State 
for Administration,, 

(4) Performing specialized presentation services 
for international conferences, the If 0 S* delegation of 
the TXNO, and diplomatic missions, 

3 * Functions of the Editorial Section 

(1) Determines data requirements for presentation 
and, where necessary, secures additional data by interview 
or recourse to documentary sources * Evaluates data sub- 
mitted from point of view of suitability for presentation* 

(2) Assumes responsibility for the editorial accuracy 
and correctness for the verbal portions, written or spoken, 
of all presentation projects * 

** ffrB.o.t.lona of the Graphics Section ,, 

(1) Provides the supervision for all visual projects 
and reviews work of the Section to insure conformity with 
established standards , 

(2) Establishes work priorities „ 

{3) Designs all visual aspects of projects, including 
charts, models, posters, illustrations 0 

(4) Executes all two-dimensional visuals, including 
Charts, freehand illustrations, mechanical drawings, 
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f , Function^ o f the Operations Section ,, 

(1) Supervises personnel engaged in exhibition, pro- 
duction of motion pictures, still photography, and shop 

work* 

(2) Establishes work priorities and establishes 
standards,, 

(3) Produces live and stop motion photography, pro-* 
vidas for narration, and does the film editing,, 

(4) Performs camera and laboratory work connected 
with production of graphics, and the copying of finished 
presentations , 

(5) Constructs three dimensional visuals, including 
exhibits, models, devices, stage sets, and display devices 9 
and develops visual presentation services u 

g„ Composition of the Division 0 It is proposed that 
the Division be established by transf erring to it the 
Presentation Division of XRIS P a total of 74 positions,. 

The 1S46 supplemental budget provided for a total of 74, 
and the budget submitted for 1947 provides for a total of 
92 positions o It is not proposed to transfer other exist- 
ing State Department units 0 
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5 0 Outpost DivlsIoRo 

t rtV w il if »i * ir «i i i 

a 0 Proposed Routing Symbol s OD 
b. Fu nctions of the Divisions 

(1) To prepare research studies, supplement research 
in the home office, and assemble data in foreign countries 
according to assignments determined by the Director of OCD 
in cooperation with appropriate officials in 0RI„ 

(2) To arrange for the rotation of its research 
staff with members of other intelligence divisions or of 
other Offices in the Department „ 

(3) To cooperate closely with, and to supplement 
the research facilities of, the Foreign Service In order 

to achieve the best utilization of both the Foreign Service 
and the Outpost Division's research staff in connection 
with the procurement of intelligence material and studies „ 

(4) To see that the administration of all matters 
pertaining to the assignment, transfer, travel, equipment, 
pay, promotion, and training of members of the research 
staff and of other personnel assigned to it for administra- 
tive purposes is satisfactorily handled, that the purpose 
of a mission i3 not in conflict v/lth any other, current 

or projected, and that channels of communication permit 
the furnishing of clear Instructions and the submission of 
complete reports 0 
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This special mobile research staff is necessary to 
insure that the Intelligence offices -will be able pro- 
perly to discharge their responsibilities, and will be 
used in the following way; 

(a) To carry ut research and intelligence 
studies, or parts of studies, which can only or can most 
satisfactorily be carried out on the spot, when regular 
Foreign Service personnel are not available for the purpose. 

(b) To assist individual foreign missions in 
areas of special importance or tension by the preparation 
of special local studies, giving professional guidance to 
the mission* s information collection programs and bringing 
specialized knowledge and background to the assistance of 
the mission as required „ 

(c) To perform specific map intelligence assign- 
ments, such as map procurement missions and investigations 
of mapping programs and map publishing establishments* 

c» Allocation of Personnel s While there is expected to 
bo considerable flexibility of assignment of the overseas 
personnel, the 98 persons now on the staff will be located 
in 31 countries, as follows: 

(1) Abroad o 

Prance 6 

Belgium 1 

Holland 1 
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Spain 


Portugal 

Groat Britain 

Italy 

Rumania 

Bulgaria 

Graeco 

Yugoslavia 

Denmark 

Sweden 

Germany 

Austria 

Switzerland 

Egypt 

Turkey 

Syria 

South Africa 
USS* 

Japan 

China 

India -Burma 
Siam 

Netherlands East Indies 
Malaya 


1 

6 

4 

2 

1 

1 

1 

1 

1 

8 

4 

1 

3 
1 
1 
1 
8 
2 

18 

9 

1 

1 

4 
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Inelo-C hina 
Australia 
Argentina 
Brazil 

(2) Washington „ An administrative officer and three 
other employees located in Washington will be responsible 
for all administrative matters connected with the movement 
and utilization of the overseas . staff » The policy decisions 
as to assignment will be made by the Director of OCD in 
collaboration with the Director of CRI or the Chief of the 
appropriate regional division in 0RI o 

d* Composition of the Pi vis ion 0 It is proposed that the 
Division be established by transferring to it 98 IRIS outpost 
personnel (78 professional and 20 clerical) together with 
4 administrative employees in Washington^ The outpost 
personnel are departmental employees with headquarters in 
Washington but are sent to the field on specific assignments 
of limited periods* during which time they are attached to 
a foreign mission* 
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TV, Al ternative Propos al Submit tad on Behalf o f the 
GQOj'r a phica'l* ' 5'Tf Toei 7 

The Geographical Offices feel an urgent need for 
better research and intelligence work in the Department* 
They welcome the opportunity now afforded for the realiza- 
tion of this much needed, improvement c . 

The Geographical Offices are of the view* however, 
that research activities in the Department of State , 
except for a relatively small general research group, 
must be tied organizationally with operations in order 
to be of real value. Our experience has been, both in 
connection with the work of the Research and Analysis 
Branch of OSS and the Territorial Studies Division of 
the State Department, that the great amount of outstand- 
ing talent which was amassed in those groups for research 
and intelligence work was by no means adequately utilized 
and was even to a considerable extent wasted© Both of 
these groups were organized during wartime, when any amount 
of effort and experience was considered justified as long 
as one report out of fifty could be translated into, action. 
Continued waste of talent on the scale established during 
the war cannot be justified, particularly when fuller 
utilization is entirely feasible. The work of nearly 
one thousand persons now proposed for research and intel- 
ligence' work of the Department can be made useful, and 
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barren off or- Is avoided, .if 
1c futegr utfid closely with 
Department « 


a good part of the personnel 
the operating offices of the 


Moreover* if the research personnel is retained in 
a central organization, a. difficulty more serious than 
wasted talent is likely to result, To retain able ra- 
search men, they must be given a voice in r e oomrtendi ng 
policy o Those now being brought into the Department should 
be given such a voice „ But the policy recommendat'i on3 of 
a research unit which is not organizationally integrated 


with operations are very likely to be theoretical judg- 
ments with, little basis in reality. Policy, to be sound, 
must be based on the decent contact between day-to-day 
operations and good basic- research* 

It will hardly be argued that policy recommendations 
from two points of view, operations and research, would 
be useful to the executive offices of the Department in 
making their policy decisions . Wot only do the executive 
offices have no time to devote to selection, but wore 
important, recommendations based cither on operations or 
research exclusively are bad, and two bad policy recommenda 
tiorxs are not useful material from which to make a good 
selection. V/hat is needed is a linking of operations and 
research in the closest feasible manner. We are convinced, 
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through experience and judgment* that thi 3 can nover be 
done as long us the tvro branches are organizationally 
&epafate 0 

The Geographical Offices propose that research and 
intelligence in the Department be organized as follows { 

la The Offices of Intelligence should includes 
a® Office of Security 

be- Office of Intelligence Collection and 
Dissemination 

Co Office of Research Coordination 
2o Each geographic Office should maintain a Division 
of Research organized with geographical sections 
corresponding to the other Divisions of the Office, 

3 0 Functions of the Office of Research Coordination 
would be ; 

a 0 To establish and maintain standards of research 
and analysis throughout the Department® 
bo To formulate* In consultation with geographical 
offices* a Departmental program for basic 
research* and to coordinate and stimulate its 
execution* 

Co To organize and supervise cooperative projects 
In research cutting across the lines of the, 
geographical offices* 
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d. To maintain a central clearing house of infoptna 
tion regarding research studies proofed or 
planned anywhere in the Department „ 
e 0 ' To maintain liaison with other agencies of the 
Government * and -with private institutions , for 
the purpose of utilizing all possible research 
resources to meet the Department’s needs., 

£ 0 To conduct specialised research on economic or 
other technical subjects 0 

4 0 Functions of geographical research divislonsln 
Geographical Offices „ 

a„ To act generally as research and analysis body 
for geographical division^ 
b u To prepare any necessary current situation 
reports on political conditions „ 

Co To prepare and. maintain basic Information on 
current basts regarding countries in respective 
areas 0 

do To study and report on specific problems as 
requested by geographical division or on own 

initiative with concurrence of geographical 

\ 

divisions » 
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